In this paper, we investigated the impact of Human Resource Management (HRM) practices on the affective, continuance, and normative organizational commitment among employees in the banking sector in Kuwait. The studywas conducted across permanent, full-time, and part-time employees (managers and non-managers) of five large private banks in Kuwait. Both Exploratory Factor Analysis (EFA) and hierarchical regression analyses were used to draw the relationship between these variables. The results showed that fifty percent of the variables confirmed previous studies and the remaining fifty percent did not support these studies due to factors such as culture and values. The results have a great implication for both the banking industry in Kuwait and international business.
Introduction
The dynamic nature of human resource management in recent decades affirms the need for more research studies on the impact of human resource practices on employee organizational commitment. Meyer and Allen (1997) believe that the relationship between human resource practices and employee commitment should be examined more fully. They asserted that additional research is needed to identify the antecedents associated with the multiple domains of employee commitment.
It is imperative that management retains its best workers and keeps them committed to the organization in order to attract other quality employees. Therefore, this concept should be the primary focus of researchers in their studies of employment, organizations, and related fields (Scarpello, Ledvinka, & Bergman, 1995) .
Empirical studies are still needed to detangle the factors leading to organizational commitment. Therefore, based on the deficiency of the prior research, this study attempts to add a valued work to explain the causal linkage between HRM practices and employees' affective, normative, and continuance commitment, supplemented with more appropriate statistical methods to conduct this causal reasoning.
The objective of the present study is to explore the underlying processes and the mechanisms by which HR practices exert influence on employees' commitment. Moreover, this study aims at extending the existing research on organizational commitment by conducting it in a non-western work context focusing on the banking sector of Kuwait.
Literature Review
The concept of organizational commitment has been subject to numerous studies. These studies have shown that organizational commitment predicts important variables; such as competence, recognition, information sharing and fair rewards (e.g., Allen & Meyer, 1990; Koys, 1988; Paré & Tremblay, 2007; Smith, 1995; Whitener, 2001 ).Previous research also have supported the positive relationship between organizational commitment and selected HR practices (e.g., Mathieu & Zajac, 1990; Mowday, & Boulian, 1974) .
The following sections will present some theoretical foundation on the organizational commitment and will draw hypotheses for its relationships with various HR practices and control variables. Next, data, measues, methodology, analysis, and results will be discussed. Finally, a conclusion presentation with a discussion section will address limitations, contributions of the study, and the implications for future research.
Relationship between personal variables and organizational commitment
Some research drew results that male employees are more committed than their female counterparts (Knoke, 1988) , while other studies found no significant link between the genders (e.g., Igbaria & Wormley, 1992; Van Dyne & Ang, 1998) . With regard to the education level, some research showed a negative relationship with normative and continuance commitment (e.g. Cohen, 1999; Mayer & Schoorman, 1998) , but others showed no obvious relationship (e.g. Knoke, 1988) .
Many scholars in the field considered age as an important factor to predict commitment. Mathieu and Zajac (1990) and Meyer, Allen and Smith (1993) revealed a significant positive correlation mean, 0.2 and 0.36, between commitment and age. Kaldenberg, Becker and Zvonkovic (1995) indicated that current job attractiveness increases as the employee ages due to fewer other employment options. Hawkins (1998), on the other hand, found an insignificant statistical correlation (r = -.004) between age and affective commitment for a sample of 396 high school principals. Meyer and Allen (1997) stated that organizational tenure can lead to contemplative organizational commitment due to the fact that uncommitted workers leave early while the committed ones stay. In another study by Meyer, Allen and Smith (1993) , it was found that the new and the senior-tenured employees are more committed than the middle-tenured ones. In addition, Liou and Nyhan (1994) concluded that affective commitment has a negative relationship with tenured employees and continuance commitment had no correlation at all.
HR practices and organizational commitment
Human resource management practices are some, but not all, of the factors that are related to an employee's commitment (Meyer & Allen, 1997) . Although many research studies empirically tried to show the development of a causal relationship (Paul & Anantharaman, 2004; Ulrich, 1997; Wimalasiri, 1995) , the mechanism of how these practices affect commitment is still not well or clearly uncovered. Guzzo and Noonan (1994) indicated that the interpretation of the HRM practices by the employees would affect their commitment.
Organizational commitment can be interpreted as the employee's long-term relationship and intention to stay in the workplace along with an unshakable belief in the goals and objectives of his/her organization, followed by a devoted effort to reach these goals (Steers, 1977; Mowday, Steers, & Porter, 1979) . Organizational commitment comprises three types: affective (the psychological feeling and attachment of an employee to stay in the workplace socially and organizationally), continuance (the cost-benefit evaluation of whether to stay or leave), and normative (the feeling of being obliged to stay in the organization because of moral factors) (Meyer & Allen, 1997) .
Recognition practices and organizational commitment
Monetary compensation is important, but not sufficient, to keep employees. Non-monetary recognition plays the same role as compensation does. Praise, appreciation, and positive feedback from managers and peers for a job well done is imperative to generate job satisfaction and commitment (Park, Erwin & Knapp, 1997; Davies, 2001 ).
Recognition is needed in the social and organizational environment as a motivational tool to bring about a good work outcome. In high professional jobs, recognition is considered as a main objective to maintaining the feeling of high involvement and being an important element of the organization (Agarwal & Ferratt, 1999) . Paré and Tremblay (2007) confirmed that recognition is positively related to continuance and affective commitment in their study which targeted 2,398 "Quebec members of the Canadian Information Processing Society (CIPS)". 
Practices of competence development and organizational commitment
Investment by the organization in employee training is intended to send a commitment message to its employees that individual development is a valued goal of the organization (McElroy, 2001) . The employee's commitment might be influenced more by the message HRM practices convey to the employee than by the practices themselves (Guzzo & Noonan, 1994; Iles, Mabey & Robertson, 1990) . Training is used to enhance specific skills and correct performance issues to empower employees with the skills needed for the current and future job requirement (Gomez-Mejia, Balkin & Cardy, 1995 : Gold, 2001 Wood & De Menezes, 1998) . Koys (1988 Koys ( , 1991 found that workers' commitment is related directly to their faith in the intention of the organization's HRM practices to keep skilled employees and treat them fairly. The employee's skill, training, and personal development practices, including job redesign/enrichment, have shown positive results in building the employee's confidence level, a sense of control, and identification of their work, therefore, a result of affective commitment (Meyer, Becker & Vandenberghe, 2004) .Building employees' skills to perform their job would establish a higher level of confidence as well as the employees' perception that the organization values their presence, therefore establishing employees' long-term commitment (Smith, 1995) .
In addition to the positive link between commitment and profit sharing, bonuses, and pay, Landau and Hammer (1986) indicated that organizational commitment is enhanced by offering employees "advancement opportunities" within the organization. Organizational commitment also showed a positive link with the practices of profit sharing, bonuses, and pay. 
Fair rewards and organizational commitment
Previous studies on the influence of human resource practices on organizational commitment revealed a causal relationship between rewards and benefits and commitment. Pay can be used as an incentive to boost employees' motivation and commitment to achieve organizational goals (Pfeffer, 1994 (Pfeffer, , 1995 (Pfeffer, , 1998 .Many employees look at pay allocation with suspicion and as unfair practice among peers (Trevor, Gerhart & Boudreau, 1997) , which explains why the relationship between pay and commitment was found insignificant (Motowildo, 1988; Currall, Towler, Judge & Kohn, 2005; Tekleab, Bartol& Liu, 2005; Trevor et al., 1997) .
When employees perceive, believe, and understand that the pay program intends to provide "internal pay equity", they tend to have high organizational commitment (Stum, 1999) .
Attractive benefits packages are viewed by employees as a sign that the organization cares and supports its employees, resulting in the development of a strong affective commitment and the belief that the loss of such a package would be costly. This feeling results in a greater experience of a continuance commitment, indebted attachment to the workplace, leading in turn to a stronger normative commitment (Meyer & Allen, 1997) . More and more research revealed a positive link between benefit packages and employee commitment (Grover & Crooker, 1995) .
Reward practices would link employees' performance level to the expected rewards. Therefore, management should implement a "performance-contingent" reward system to predict an employee's output and performance commitment in the organization (Gagne´ & Deci, 2005) . The equity theory suggested that employees weigh their effort (output) with the compensation they receive. If viewed as a fair package, employees see justice is being provided, become satisfied, and therefore commit with a long-term relationship in the organization (Adams, 1965) . Multiple studies (Pillai, Schriesheim & Williams, 1999; Folger & Konovsky, 1989; Gopinath & Becker, 2000) have confirmed this relationship between fair compensation and organizational commitment. 
Information sharing and organizational commitment
Many researchers have identified a relationship between information sharing and organizational commitment for many years. Management adopts information sharing as an important and effective tool to enhance and strengthen the employee's commitment to the organization. The information sharing process involves the way the organization sends and receives knowledge among the organization members in order to strengthen the decision making process. This practice ensures that employees are being recognized as part of the decision making process and management are treating their views or opinions with respect. Meyer and Allen (1997) reported that information sharing is positively correlated to affective commitment by building management-employee trust and workers' self-worthiness. Aligned with Meyer and Allen, Trombetta and Rogers (1988) , Thornhill, Lewis and Saunders (1996) , and Guzley (2001) (Young & Worchel, 1998) . Parker and Kyi (2006) and Postames, Tanis and De Wit (2001) shed light on what is called vertical and horizontal communication and information sharing. Vertical information flows from top management to employees at the lower level, while vertical information is about social communication. Both findings showed only vertical information sharing reveals a positive and significant association with organizational and performance commitment. By involving employees with this knowledge sharing, management would build a healthy environment in which employees gain self-confidence, recognition of their ideas, and a feeling of control over what they are doing; this would lead to mutual respect, which positively impacts the employees' level of commitment (Leana & Florkowski, 1992; Pfeffer & Veiga, 1999; Cook, 1994; Campbell, 2000) . In the meantime, sharing information does not mean sacrificing trade secrets. Management has to decide what type and how much information to share with employees. Usually upper level management possesses more information than lower level employees. The organization would not share information if "it carries high efficiency cost" (Ronde, 2001). 
Procedures
A total of 1000 questionnaires were distributed to various levels of employees of the participant banks via the internal mail system through the HR manager. Each questionnaire included a covering letter explaining the aim of the study and its implications for the banking sector in Kuwait in terms of employees' commitment. For the purpose of maintaining confidentiality and anonymity, the completed questionnaires were returned to the HR manager via the internal mail system. In total, 460 employees responded, generating an overall usable response rate of 39.8% (62 non-usable responses).
Participants and sample proportion
The surveyed participants were permanent, full-time and part-time employees (managers and non-managers) of five large private banks in Kuwait: National Bank of Kuwait (NBK), Gulf Bank, Kuwait Finance House (KFH), Al-Ahly Bank of Kuwait (ABK), and the Bank of Kuwait and Middle East (BKME). Each bank has more than 500 employees. There was a fairly close split between male (56.55%) and female (43.5%) participants and a fair distribution among age groups (28% between 21-25 years, 52% between 26-35years, 13% between 36-45 years, 5.5% between 46-55 years, 0.9% between 56-60 years and 0% over 65 years). The sample was relatively young in terms of age since the majority (80%) was less than 35-years-old. Regarding the educational level, the majority of respondents (86%) held a diploma and higher degree. Furthermore, 48.3% of respondents had been in their position for five years and above, and 18.3% of respondents had been working in the present organization for over five years. In terms of positions, 262 respondents were non-managerial (66%); the remaining respondents were managerial (34%). Table 1 details the sample proportion with respect to gender, age, educational level, job tenure, and organizational tenure.
Measures

Human Resource management practices
The HR practices were measured with a scale for recognition, competence development, fair rewards, and information sharing. The intended outcomes included affective, continuance, and normative commitment.
Tremblay, Rondeau and Lemelin (1997) assessed all HR practices but one using a five-point likert scale (1=strongly disagree to 5=strongly agree), indicating the extent to which the four practices were used in their organization. The first HR practice, labeled 'recognition', included five items measuring the recognition of employees' suggestions and efforts from supervisors and peers (Cronbach alpha=0.812). The second HR practice, labeled 'competence development', included six items measuring employees' development skills and their chances for promotion (Cronbach alpha=0.855). The third HR practice, labeled 'fair rewards', included five items measuring employees' perception of their compensation level (Cronbach alpha=0.811). The last HR practice, labeled 'information sharing', adopted from a survey done by Lawler, Mohrman and Ledford (1992), included six items measuring employees' involvement in the company's decision making process at all levels. The resulting Cronbach alpha for information sharing was 0.879.
Organizational commitment
The three dimensions of the employee organizational commitment were assessed using the scale developed by Meyer, Allen and Smith (1993) . The affective commitment scale included seven items measuring the emotional reasons for which employees would stay in the organization. The resulting Cronbach alpha for affective commitment is 0.678. The continuance commitment scale included seven items measuring the economic reasons for which employees would stay in the organization. The resulting Cronbach alpha for continuance commitment is 0.750. The normative commitment scale included five items measuring the ethical and the moral reasons for which employees would stay in the organization. The resulting Cronbach alpha for normative commitment is 0.526.
Factor analysis
For the purpose of data reduction, in order to create smaller summary variables sets and to construct a base understanding of the conceptual framework of the HRM practices-commitment phenomena, exploratory factor analysis has been conducted in this study. We used two criteria for determining the appropriateness of the factor model: Eigenvalue (1.00) and communality (0.20). Based on the assumption that the factors are correlated, we used the direct oblique rotation to rotate the factor matrices to simple structure. The results of factor analyses (HRM practices), Cronbach's alpha, and the total explained variance are presented in Table 2 .
Another set of exploratory factor analyses has been used for the three dimensions of organizational commitment, excluding all factors loading less than 0.35. As it is often the case for all measures, we used the direct oblique rotation since the components of commitment have been found correlated (Meyer, Stanley, Herscovitch & Topolnytsky, 2002) .
The data in Table 3 reveals that the commitment scales possess quite acceptable psychometrical properties. All factors account for a passable proportion of the variance in the variables and the reliability coefficients suggested a reasonable degree of internal consistency for each scale. Also, the three factors appear to be correlated.
These results support Allen and Meyer's (1990) findings that affective, continuance, and normative commitment are conceptually and empirically separable components of organizational commitment. Table 4 shows the three subscale items of commitment, Cronbach's alpha and the total explained variance, omitting factors loading less than .035. A series of hierarchical regression analyses were conducted to examine the impact of human resource practices on affective, continuance and normative commitment (see Tables 5, 6 , and 7). The variables were entered into the regression equation in two steps. The control variables were entered first. The HR practices were entered second.
Results
The first set of regression analyses was conducted with affective commitment as the dependent variable. The results provide support for the Hypotheses: H2a, H3a and H4a. (Overall model: F=27.301, P<.001; adjusted R-square=.291.) As expected, competence development, fair rewards, and information sharing were positively and significantly related to affective commitment (B=.10, P<.05; B=.21, P<.001; and B=.10, P<.05). In conflict with previous studies, the relationship between recognition and affective commitment (H1a) was found to be positive but did not exhibit a statistical significance. The results of these analyses are presented in Table 5 .
The overall model was significant when continuance commitment was entered as the dependent variable. The results provide support for the hypotheses H3b and H4b. (Overall Model: F=5.688, P< .001; adjusted R-square=.068.) The relationships between continuance commitment and fair rewards and information sharing were significant (B=.11, p<.05; B=.18, P<.001). However, hypotheses H1b and H2b were not supported. No significant relationships were found between continuance commitment and both recognition and competence development. The results of these analyses are presented in Table 6 .
Also, the overall model was significant when normative commitment was entered as the dependent variable (F=9.346, P<.001; adjusted R-square=.086). Information sharing was positively related to normative commitment (H4c) (B=.025, p<.001). Hypotheses H1c, H2c, and H3c were not supported. In conflict with previous studies, the relationships between normative commitment and recognition, competence development and fair rewards were found to be negative and not significant (B=-.012 for recognition; B=-.009 for competence development and B=-.049 for fair rewards). The results of these analyses are presented in Table 7 .
Discussion, limitation, and implication of the study
The primary purpose of this study was to evaluate the impact of several HR practices on employees' organizational commitment in the banking sector of Kuwait. We hypothesized that the following practices were related to organizational commitment: (1) recognition; (2) competence development; (3) fair rewards; and (4) information sharing.
For the affective commitment, apart from hypothesis H1a, all other hypotheses were confirmed. For the continuance commitment, apart from hypotheses H1b and H2b, all other hypotheses were confirmed. The only hypothesis related to normative commitment that was confirmed is H4c on the impact of information sharing; all other hypotheses were not confirmed.
As can be noticed from Table 5 , the affective component of organizational commitment of Kuwaiti employees depends on the competence development practices, on information sharing, and on fair rewards. Competence development practices are all activities which invest in human capital and provide employees with the needed resources and opportunities to improve and develop their skills, enabling them to work in an environment that promotes career development and initiative-taking. Commitment and intention to stay in the organization occur when HR practices produce in them a feeling of autonomy and competence (Meyer & Herscovitch, 2001; Meyer et al., 2004) . In this sense, the results of this study confirm the findings of previous research (Barnard & Rodgers, 2000) .
Results supported the hypothesis that fair rewards are positively related to affective commitment. The Mercer report (2003) demonstrated that employees who are rewarded fairly will be more committed and stay (I estimated my salary as being fair internally). Companies that use the reward budget effectively to distribute the rewards adequately among top performers receive an increased consideration than other companies (The pay increases and/or bonuses I received in the last two years adequately reflect my recent performance evaluations).
Information sharing practices include all organizational practices implemented to transmit and receive information, and therefore to support decision-making. We found that the information sharing practices are more likely to significantly increase the emotional attachment of employees to the organization (affective commitment). Nevertheless, many companies would worry about sharing critical information (employees are regularly informed of financial results) with their employees because of the possibility of losing control of them (Pfeffer & Veiga, 1999) .
Surprisingly and contrary to our expectations, our study failed to find a significant relationship between recognition and affective commitment. Recognition practices involve all activities that allow managers to recognize their subordinates' contributions. According to the social exchange theory (Whitener, 2001) , employees excel at work when their supervisors provide them with positive considerations. The non-significant association between recognition and affective commitment could be due to the individualism/collectivism cultural dimensions of Geert Hofstede's work. Kuwait is classified as a collectivist culture, high in power distance, and high in uncertainty avoidance. In contrast to individualistic societies, in this culture work performance is evaluated based on a group or teamwork, not on an individual basis (Carrol & Gannon, 1997) . Therefore, recognition for the banking sector employees tends not to pay personal/individualistic attention to their solo performance.
However, we speculated that HRM practices might also affect continuance commitment by making it costly for employees to leave (e.g., chances for promotion and efforts recognition would be lost). The results show that only fair rewards and information sharing were significantly associated with continuance commitment; recognition and competence development were not. This could be due to the fact that the majority of employees in the banking sector of Kuwait are expats, and are likely to be committed to their organization not only emotionally but also because of the dollar value of their job. Our findings are not consistent with the human capital theory (Becker, 1975) , which dictates that employees stay because of the fewer opportunities they have elsewhere due to the difficulties in exporting the acquired knowledge outside the company. This could also be due to the mismatch between recognition and competence development and the economic value of the job where the equity theory is not respected since the Kuwaiti employees are much more compensated regardless of their competences than non-Kuwaiti employees performing the same job.
The HRM practices did not contribute significantly to the prediction of the normative commitment, either individually or as a group, except for hypothesis H4c. Of the HRM practices measured in this research, information sharing practices were found to be significantly related to normative commitment. This relationship could be explained in the context of the social values system held by employees from the Middle East in general and the Kuwaitis in particular. Employees feel morally and ethically committed to stay within the same organization based on employees-management personal relationships within a high context environment. They tend to develop social memberships around the workplace so that leaving the organization for materialistic endeavor somewhere else is considered morally unacceptable among their peers.
Our study shows that the obligation to remain in the organization (normative commitment) is developed independently of desire. Again, due to the fact that expat employees are working in Kuwait for the purpose of maximizing their profit, the psychological contract between employers and employees is violated; there is then no obligation on the part of employees to reciprocate.
Several limitations in this study should be taken into consideration; firstly, our sample is mainly based on a specific Middle Eastern country, Kuwait, which explains why some hypotheses have been rejected because of cultural differences between the countries mentioned in our literature review and the sample country. Secondly, this study has investigated only one industry, the banking sector, which may have limitations for generalization to other sectors of the economy and vice versa. Thirdly, only four HR practices were investigated in this study. There are probably other HR practices that have a significant impact on the level of employee commitment and which are not taken into consideration in this research (organizational support, decentralization, selective hiring, job security…). Normative Commitment . 5 2 6 1-If I got another offer for a better job elsewhere, I would not feel it was right to leave my organization . 0 0 0 2-I was taught to believe in the value of remaining loyal to one organization . 3 7 1 3-Things were better in the days when people stayed with one organization for most of their career . 4 6 3 4-I do not think that wanting to be a "company man" or "company woman" is sensible anymore . 6 5 7 5-Employees generally move from organization to organization too often . 6 0 3 
